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Punctuality and  the Introduction of Scientific
Management to Japan
HASHIMOTO Takehiko
“If you want success in your work, do what I say. If your employer wants you to start
work at seven o’clock in the morning, always be there at ten minutes before seven. If he
wants you to stay until six o’clock at night, always stay until ten minutes past six.”1
Frederick Winslow Taylor, the acknowledged founder of Scientific Management,
received this advice on punctuality from his uncle when he set out to find a job. Born in
a wealthy Philadelphia family, Taylor had originally intended to go to Harvard to
become a lawyer, but was forced to give up this dream owing to his weak eyesight;
instead he decided to take an apprenticeship to become a mechanical engineer. His
uncle, a noted banker, was concerned that young Taylor was embarking on a life other
than what had been expected for him, and invited him to his house and gave him this
advice. 
Taylor did become an engineer-manager, and he founded a system of scientific man-
agement that attempted to rationalize an entire labor process. It analyzed each step or
action that was an element in the process of production, devised a best method for that
step, and designated it as the standard of evaluation for that step. For its proper execu-
tion, it was essential that the work be conducted according to a predetermined schedule.
Time discipline was required of laborers as a fundamental precondition for the realiza-
tion of scientific management.
American-made Taylorism was introduced into Japan in the Taisho¯ era. It was then
that the conditions of factory workers were investigated, in the context of preparation for
establishment of a Japanese version of factory law, and the importance of time discipline
began to be recognized. In the age of scientific management, the importance of time effi-
ciency was emphasized not only in the industrial world but also in the daily lives of ordi-
nary people as was exemplified by the establishment of “Time Day” in 1920. Statements
appealing to time discipline abound in those years. Examining the historical sources, the
present chapter investigates the conditions of time discipline in Japanese factories and
offices from the late Meiji through the early Sho¯wa eras, continuing Suzuki’s account in
the previous chapter.
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1  NO WATCHES NECESSARY FOR FEMALE WORKERS: 
PUNCTUALITY AND THE ESTABLISHMENT OF FACTORY LAW
Factory laws prohibiting heavy labor by young workers were established in Europe in
the nineteenth century. The Japanese government planned to establish a corresponding
law toward the end of the nineteenth century. In preparation for its establishment, the
Ministry of Agriculture and Commerce launched a nationwide survey of the working
and living conditions of factory workers. The investigation resulted in the publication of
a report, The Conditions of Workers (Shokko¯ jijo¯), in 1903.2 Referring to the starting and
finishing times of working hours, it cited arguments offered by factory managers to justi-
fy long working hours at their factories:
Work discipline in our country is so low that workers do not distinguish between
working and resting time. It cannot be ignored that European workers are fully
engaged in their work during working time. This is why we should not worry about
a heavy burden being placed on Japanese workers even if we prolong working hours.3
The Conditions of Workers also cited a similar statement regarding textile factories,
made by one of the government investigators:
We asked factory owners in the regions of Kiryu¯ and Ashikaga in Gunma Prefecture
about their lengthy working hours. They answered that although the working day
was sixteen or seventeen hours and appeared to be long, loom-operators did not
work like machines; they did not always fully concentrate on their work; and when
tired, they tried to evade supervision to take a rest, to chat with fellow workers, or to
go smoking.4
Here, managers responded to the criticism of long working hours by referring to their
observation that workers did not adhere to regulations pertaining to time, but took
breaks during work, in fact. While conceding that work-discipline was lower in Japan
than in Europe, the investigators of the Ministry of Agriculture and Commerce pointed
out the possibility of the reverse causal relation: “long working hours made them loosen
their work-discipline.” They argued that managers should attempt to improve efficiency
through regularizing the work and shortening working hours rather that lengthening
them.
In the silk industry, which was the principal support of the Japanese economy in the
Meiji era, factory managers felt they had to impose long hours when market conditions
were good, and there were many instances of workers being forced to work at night. In
many cases the workers were female. Factory managers occasionally relied on cunning
tactics that took advantage of the lack of time discipline. According to the investigators,
factory supervisors in one manufacturing region often turned back the hands of clocks to
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extend the work day longer than its designated length, because the opening time was
fixed by factory rules. In so doing, factory supervisors in the area conspired not to use
whistles to signal quitting time, because the whistle from any one factory would have
been heard by the mill girls of all the others.5 Such tactics as the conspiracy to set back
clocks were only possible if the mill girls did not wear watches. Fantastic as it may sound
from our perspective today, these tactics presupposed that workers could not find out the
correct time by checking their own watches.
A Pathetic History of Mill Girls (Joko¯ aishi), published ten years after The Conditions of
Workers, relates the story of an incident in 1921 about a mill girl arrested under charges
of larceny at a factory in Tokyo. The detective discovered a watch in her bag, and inter-
rogated her:
“Where did you lift this watch?”
“No, I bought it myself.”
“You girls have no need of watches and rings!”6
The episode tells us about the viewpoint of factory supervisors who believed that mill
girls had no need to know the correct time or to be in control of time for themselves,
and it also reveals mill girls’ awakening desire to organize their lives more efficiently.
2  BE NEITHER TOO LATE NOR TOO EARLY: 
UNO RIEMON’S WAY OF AVOIDING ABSENTEEISM
Uno Riemon analyzed the problems of life and work of laborers in the Meiji and
Taisho eras. While working at a publishing company, he investigated the conditions of
workers and published the journal Research on the Problems of Workers and a book,
Sources on the Problems of Workers.7 In the journal, he referred to the high rate of absen-
teeism among factory workers, and he proposed his own solutions. Based on his own
investigation of spinning and textile factories, Uno first pointed out the variance of
absenteeism over a year and over a month. The rate of absenteeism was lowest in March
and April, and became highest in August. The difference between them amounted to 20
to 30 percent. Expecting this variation, managers hired additional workers in advance.
To reduce this variation that affected productivity, he devised “the methods of averaging
the rate of attendance.”
Uno listed the following six methods to increase the rate of attendance and to stabi-
lize it: (1) incentivization; (2) reward for perfect attendance; (3) short term reward; (4)
daily payment of wages; (5) remedying habits; and (6) rest. The first method, incen-
tivization, was subcategorized into four ways: (i) sanctioning absentees; (ii) promoting
workers with good attendance; (iii) forcing workers to leave their lodgings; (iv) delaying
pay. He further subdivided (i), sanctioning absentees, into three practical measures: (a)
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requiring absentees to be in a special room and not permitting them to enter their own
dormitory rooms, (b) delaying their meals until after their non-absentee coworkers had
eaten, and (c) not permitting them to go outside. Of these three sanctions, Uno noted,
the delay of meals especially frustrated the workers and increased their antipathy to the
company. He therefore suggested that adequate discretion was necessary when managers
adopted these methods. To implement method (iii), forcing workers to leave their lodg-
ings, a “helper” or “supervisor” visited rooms of individual workers in dormitories, and
urged them to go to work. Some managerial staff members were assigned the duty of
urging the attendance of workers who were not absentees. They employed three tech-
niques to accomplish their duties: (a) staying at a room or a house until all workers had
left; (b) shouting at laggards to go out; (c) giving permission for a day off only after the
worker put on his or her clothes for work. Method (5), remedying habits, was a counter-
measure against faking illness, as was represented by the case of Teikoku Pharmaceutical
Company, which demanded that all those who requested a day off for illness be checked
by a medical doctor. They said that the bad habit of claiming illness often occurred in
dormitories of female workers, and not infrequently as many as five or six workers simul-
taneously requested a day off due to illness. The number of absentees greatly decreased
within less than a year after this regulation of medical checks was enforced.
After introducing these several ways of avoiding absenteeism, Uno made the case that
the utmost importance should be placsd on time discipline.8 His arguments started with
the psychological and physiological analysis of the causes of absenteeism. When the
weather turned warm, a young craftsman would sleep deeply and miss the steam whistle
sound, as in the line from the classic poem “spring sleep, miss the sunrise.” When he was
awakened, he would realize that it was too late to go to the factory, and decide to take
the day off. If this frequently happened, it would lead to the vicious temptation to gam-
ble and play. What then would be a method to avoid oversleeping? 
Uno did not take the position that workers should wake up as early as possible. It was
said that farmers “go out under stars, and come back under the moon.” Such an agrarian
custom of early rising might be enforced easily upon young workers who where from
farming families or otherwise from a farming background. But that work was significant-
ly different from that of factory workers. “who are regulated by rules and propelled by
machines, and are engaged in monotonous work for long hours, always under pressure
not to make incorrect products or to make errors.” That was much different, in terms of
spiritual tension and bodily fatigue, from “farmers who are engaged in labor, talking and
singing freely in beautiful natural surroundings.” Consequently, rising too early would
prevent adequate rest. Managers of the Kanegafuchi Corporation suggested to those who
came to the factory immediately after the first whistle, that they should not come so ear-
ly and should instead wait until the second whistle blew. Don’t be either too late or too
early; punctuality was essential—so concluded Uno.
Punctual attendance necessitated punctual sleep. The time to sleep was strictly deter-
mined at company dormitories. Uno suggested similar measures should be taken at pri-
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vate houses. In the areas where workers resided, someone in charge should signal time to
sleep by striking two wood bars, and company-owned baths, barbers, and shops should
be ciosed thirty minutes before this sleeping time. In connection with this, he cited a
“door knocking” method abroad. In Manchester, England, a man walked around work-
ers’ homes, and tapped their doors or windows every morning until he heard a voice
from inside. They were so strict in punctuality in the area around Manchester that it
took only a few incidents of tardiness in a week to cause workers to lose their jobs. For
that reason, the workers themselves hired the door tapper and paid him threepence a
week to knock at the window until he got an answer from within. The door tapper did
not exist in Japan, but there was a similar job for the workers at one Kanebo¯ factory. A
village in which some fifty workers lived was located about a mile away from the factory,
and the morning whistles occasionally could not be heard, depending on wind condi-
tions. Parents of these female workers alternately took responsibility to knock on the
doors of their houses every morning. Parents also saw the girls off to the factory, and
accompanied them back to the village after work. Uno also referred to lunch. If the
workers had to make their own lunches before leaving for work, they had to get up too
early in the morning. So he suggested that the families should make lunches for their
daughters, and bring them to the factory. Punctuality at factories required this disci-
plined way of daily life and the support of family members.
3  CURING THE ILLNESS OF LATENESS
About the same time as the publication of Uno’s book, Taylor’s scientific manage-
ment began to be introduced into Japanese society. Around 1911, when Taylor’s
Principles of Scientific Management was published, his name became known among
Japanese. In this year, Ikeda Toshiro¯ wrote a series of newspaper articles, “Secrets to Omit
Useless Procedures,” to introduce Taylorism. He based the series on books and tran-
scripts of lectures on scientific management that he had purchased from the United
States. Ikeda’s articles were collected and published as a book two years later, and became
a best seller, reportedly selling 1.5 million copies.9
The book depicted a life of a boy, Taro¯, who grew from an apprentice into an effi-
ciency engineer—a story reminiscent of the life of Frederick Taylor. Owing to family cir-
cumstances, Taro¯ became an apprentice at a factory, mastered the tricks of the trade of
the experienced craftsmen, and realized that factory layout and transportation could be
improved upon. He also discovered and practiced better ways of holding and wielding a
hammer. The factory manager, impressed, encouraged Taro¯ to go to a night school. After
graduating, he obtained a position at the “Efficiency Research Station” and became an
efficiency engineer. 
Taro¯ was first sent to a factory for repairing steam locomotives, where he discovered
many useless practices among the workers’ activities. New machines were not used, tools
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were carried endlessly from place to place, and once concealed under a locomotive,
workers did not show up until they heard the approaching step of the supervisor. The
observation led to his firm belief in the essential importance of time discipline and the
necessity of eliminating time inefficiency. He was surprised to find that workers started
to prepare to go home twenty minutes before the closing time, and estimated that the
loss due to this would quickly mount up to several tens of thousands of yen. Workers
were thus stealing time and committing a moral error. He also pointed out the heavy
losses due to absenteeism and lateness, and calculated they amounted to 15 percent of
total working time. The measure he suggested for alleviating this problem was to set up a
new payment method to promote perfect attendance. He suggested that they set the
standard number of days of attendance and provide the equivalent of 5 percent of regular
wages as a bonus for full attendance, and 2.5 percent of wages for bonus for those whose
tardiness was less than a total of two hours in half a month.
The author even made Taro¯ regard repeat offenders as diseased persons. “For certain
workers, being late is fundamentally a kind of sickness. This disease can only be cured by
intense treatment. If they are not cured by adequate treatment, they will develop a true
habitual disease.”10
4  TIME DAY: 
THE MOVEMENT TO IMPROVE LIFE AND PUNCTUALITY
In the Taisho¯ era, punctuality among ordinary people was promoted. The event that
best symbolized this was the establishment of Time Day (toki no kinenbi) in 1920. It
originated from the exhibition entitled “Time” at the Tokyo Educational Museum (today
the National Museum of Science) in 1920.11
The Tokyo Educational Museum built a General Educational Hall in the late Meiji
era and from 1916 onwards organized exhibitions on various scientific topics in daily
life. In 1919, they held an exhibition on the improvement of living conditions. It was
held on the basis of the perception that the lifestyle of Japanese was less efficient and
rational than those in Europe and America, and it pointed out that modern Japanese life
had not harmonized European ways with the traditional Japanese lifestyle. This exhibi-
tion was influential, and led to the establishment of the Seikatsu Kaizen Do¯meikai
(Living Conditions Improvement League) and the organization of similar exhibitions in
several other places around the nation.
In cooperation with this association, the Tokyo Educational Museum organized its
exhibition “Time” the following year, with the purpose of promoting punctuality among
ordinary people. At the exhibition, various posters were displayed, illustrating the follow-
ing texts: “total time consumed for makeup throughout a woman’s life”; “time and meet-
ings (will one be canceled again today?)”; “be punctual in departure as well as arrival”; “a
comparison of time spent in medical examinations in Japan and abroad”; “a comparison
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of going to the theater in Japan and abroad (preparation, departure, intermission, morn-
ing-after hangovers, theater-going in the West)”; “people unaware of time (idle chitchat
and the like)”; “bothersome visits”; “ways of making visits”; “business first, entertain-
ment after”; “responding to mail on the same day”; and “a table of famous men’s sched-
ules of meeting visitors.” The message of the exhibition organizer can be deduced from
these poster titles: in Japanese daily life a good deal of time was wasted by following
complicated traditional practices. People could and should use time more efficiently by
simplifying and exercising strict time discipline.
An interesting documentary source that shows ordinary people’s consciousness of
time exists in the form of data from an investigation into the use in advertising of “time-
saving” as a strong selling point for goods and services. In his Hito oyobi jigyo¯ no shinri
(Human and Business Psychology), published in 1919, Ueno Yo¯ichi discussed the psychol-
ogy of customers, referring to the priority they placed on the merits of products. This
survey ranked the respondents’ priorities among thirty features of products. Men placed
“timesaving” twentieth, while women placed it at the bottom. This statistical data vividly
showed that the merit of time saving was not accepted at all as a priority issue in
Japanese society in those days. The efficiency movement and the exhibition “Time”
intended to modify this social climate.
The Living Conditions Improvement League, which had supported the “Time” exhi-
bition, proposed the establishment of Time Day. They proposed 10 June, the Gregorian
calendar date that corresponded with the anniversary of the day on which Emperor Tenji
had used the first Japanese water-driven clock in 671. The proposal was accepted by the
government, and 10 June became Time Day from 1920. The explicit original purpose of
this commemorative day was to promote time discipline. A pamphlet written by the
League itemized enhancing time discipline under the following headings:
Time in Business
Times for starting and ending work must be strictly enforced
Work time and rest time must be clearly separated, and time must not be wasted
Dates agreed upon in the terms of transactions must be observed without any mis-
take
Time of Meetings
Fix the date and time considering the convenience of the majority
Be precise about the meeting time
Do not be late for meetings
Calling Hours
Do not call at a time when the host would be bothered
Make appointments in advance
Take care of minor matters at the counter at the entrance to the business
Conduct business first and finish quickly
Do not make visitors wait
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Precise Time
A precise clock is the first requirement for enforcing strict punctuality
A good way to set a clock precisely is by the midday cannon, or by going to the near-
est telegraphy office or railway station; with the noon cannon, it is necessary to take
into account the delay due to the speed of sound, a second per 3 cho¯ (340m).12
The League thus concluded by urging people to set their clocks to be accurate to the sec-
ond.
On Time Day, the Living Conditions Improvement League distributed leaflets at
busy corners in Tokyo, and set up five standard clocks so that passersby could check their
watches. And this promotion of punctuality spread from Tokyo to other cities in Japan,
and societies such as a “Society of Punctuality” and an “Association of Caring Time”
were established.
5  FROM SEMICIRCLE TO SQUARE
There were three leading figures who took the initiative in introducing scientific
management into Japan. Ueno Yo¯ichi contributed to its introduction to private compa-
nies through consultation and publication. He coined the Japanese word no¯ritsu to mean
“efficiency.” Yamashita Okiya applied scientific management to the railroad repair facto-
ry, which was so successful that foreign visitors came to learn about Japan’s achievement.
And Godo¯ Takuo stayed abroad for a lengthy period of time to master the methods of
scientific management, and brought them back to apply to Japanese naval arsenals.
These three leaders represent the private, the governmental, and military sectors.
In 1924, Godo¯ lectured at the efficiency exposition held in Osaka on the details of
the methods of scientific management that had been introduced in his naval arsenal.13
After graduation from Tokyo Imperial University in 1901, Godo¯ had become a naval
engineer; he was sent to the Armstrong Company in England to learn naval technology
and managerial techniques, and he went to the United States in 1917 and 1918 to mas-
ter industrial technologies and managerial techniques. His long and deep experience
abroad made his introductory efforts more practical and made it possible for him to see
Japanese workers from the viewpoint of Westerners.
In his lecture, Godo¯ first referred to the postwar revolutionary increase in industrial
productivity through product standardization. He then compared the productivity of
workers in Japan, England, and the United States, rating them in terms of a ratio at 1.0:
5.3: 7.0. A Japanese worker only produced one-seventh of what an American worker
produced. The cause of this great difference, he argued, was a lack of training and disci-
pline. “Workers take time to prepare themselves and chit-chat during work, while super-
visors have a cup of tea and smoke in the factory rest area. This is the state of things at
Japanese factories.” Regarding the time discipline of the Japanese, he stated: 
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As I always say, the efficiency of Japanese workers is like a [semi-circular] section of
kamaboko; its beginning and end are slow and drawn-out. On the other hand, the
European and American workers’ way is like a [square-shaped] section of yo¯kan.
They work intensely during working time, and only rest during specified break
times.14
Sluggish Japanese workers and brisk Western workers. To describe their styles of time
usage, Godo¯ chose the metaphor of ordinary Japanese foods—kamaboko, a boiled fish-
paste loaf, semi-cylindrical in shape, and yo¯kan, a bean jelly confection, bar-shaped with
sharply squared sides. And this was probably his frank impression after his return from
the West. His lecture then referred to the result of the comparative measurement of the
length of actual working time of a hard, an average, and an inferior worker during a ten-
hour workday. He calculated their average productive hours at 8:14, 7:40, and 6:24,
respectively. The worst case he observed was 3:49.
Godo¯ introduced scientific management to ameliorate this situation. But at first he
tried to introduce its basic methods, i.e., the standardization of all conditions of produc-
tion (raw materials, labor, machinery and tools, order of operations), the construction of
a schedule based on this standardization, and the execution of work according to this
schedule. Looking at current circumstances, he realized that Japan had to meet a precon-
dition before it could begin to implement European and American management prac-
tices.
You may call to mind “motion study” or “time study” when we speak about scientific
management. But given the present condition of things in Japan, we first have to
take one step that precedes these studies, at least in the case of the Japanese machine
industry. It is useless to study time or motion if the actual working hours are as
uncertain as they have been found to be in this investigation. What is the precedent
step? It is to classify tasks into three categories, scheduling, standardizing, and imple-
menting the workflow according to plan.15
Godo¯ reorganized the factory from a line system, in which directives come down from
the top, to a staff system, in which specialists have authority over some areas apart from
top management, in order to change working procedures. He placed particular emphasis
on the people in charge of scheduling the use of tools and working procedures
(yoteigakari), and to the people in charge of the workflow (shinko¯gakari). When a delay
took place, the subsection in charge of workflow was to investigate its cause thoroughly.
By such management organizational measures, Godo¯ successfully introduced manufac-
turing methods based on scientific management into the Kure Naval Arsenal and made it
a model for all Japan.
Godo¯ emphasized punctuality to improve what he had derisively called the kamaboko
pattern of work. According to the Rules for Workers at Kure Naval Arsenal of 1924, a
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steam whistle was blown three times before seven o’clock, the starting hour. The first
came at 5:45, well before starting time, the second at 6:30, and the last at 6:55. And
before closing time at 17:00, the whistle was blown twice, first at 16:45 to let workers
know to prepare to finish and second at 16:55 to prepare to leave the plant.16 The Rules
were very strict for those who were late despite the whistles:
Those who do not come by the starting time and those who leave before closing
time will not be paid except in accordance with the following three provisions:
(1) those who come by the starting time and leave after working more than half of 
the daily working time will be paid half wages;
(2) those who arrive within ten minutes after the starting time and work until the
closing time will be paid ninety percent of wages; 
(3) those who arrive within ten minutes after the starting time and leave after 
working more than half of the daily working time will be paid twenty percent of
wages.
This rule provided that no wages would be paid to workers who were more than ten
minutes late, and it was much stricter than the rules on lateness of any private company
at that time. Knowing this rule, even late risers might have decided to be on time. 
Time discipline can, in a broad sense, be referred to as bodily discipline. The Rules of
the Kure Arsenal listed no fewer than thirty-seven items of punishment. Of these, items
relating to time discipline were targeted against those who left work without permission,
started getting ready to leave before the designated time, were absent without notice, or
did not comply with orders to work on a scheduled day off. The rules also forbade drink-
ing, chatting, smoking, reading, playing games, and so forth during working hours. In
keeping with the arsenal’s seaside location, it even included a statement not to collect
fish, clams, or seaweed.17 Such a listing of these items suggests that the forbidden behav-
iors might have been everyday occurrences in the arsenal. On the other hand, all these
detailed, strict provisions about time and bodily discipline were instituted as precondi-
tions for implementing scientific management; conducting Godo¯’s time and motion
study was the next step.
6  THE INTRODUCTION OF SCIENTIFIC MANAGEMENT AND
TIME DISCIPLINE TO PRIVATE-SECTOR FACTORIES
The enforcement of discipline at Kure was possible partly because the arsenal was a
military institution. The railroad was another institution which required and realized the
strict enforcement of time discipline, as was shown in Chapters 1 and 2.
A small newspaper article written for Time Day in 1926 referred to “the military,
schools, railroads, and certain factories” as the only institutions that valued time and
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were able to adhere to strict discipline. The article criticized those who held to old atti-
tudes.18 Perhaps a representative case of a private factory where time discipline prevailed
was Nakayama Taiyo¯do¯, which produced cosmetics. It had introduced scientific manage-
ment earlier under Ueno Yo¯ichi. The company’s insistence on punctuality was shown in
an episode cited in a 1927 article. Nakayama Taiyo¯do¯ had placed a mechanical clock in
every room at its factory, but realized that each clock showed a slightly different time and
thus employees were unable to time breaks and other starting and ending times accurate-
ly. They attempted to use a chime to convey the time of breaks or the beginning of work,
but even so there was a difference of one or two minutes, sometimes as many as four
minutes, from room to room. They consequently replaced mechanical clocks with elec-
trically synchronized ones, and they tried to ring the chimes automatically. The article
highly praised this replacement, commenting that “it is necessary to care for such minute
points in implementing new management methods.”19
Another article in the same year introduced a foreign engineer’s impression of time
regulation in a Japanese factory. This anonymous, probably French, engineer was invited
to a Japanese chemical company as a consulting engineer and expert on the synthesis of
ammonia. In the article, he first emphasized the “strict execution of discipline and time.” 
Discipline is most important in modern industries. Without a coordinated system of
control, it is impossible to manage modern industries. [With the control system,]
supervisors can take responsibilities, and efficiency increases. Men in higher posi-
tions, therefore, have to be of good character and to possess excellent technical
knowledge and be able to practice what they preach; if they do not provide a model
to their subordinates, their orders will not have authority. If they are punctual them-
selves, they may not have to use time clocks requiring workers to punch in and out,
but they ought to use them because they have to show a good model to workers.
With this in mind, I myself punched a time clock in a Japanese factory. Japanese
people seem reluctant to follow me, regarding such practices as harmful to their dig-
nity. Perhaps they are reluctant in fact because they are not enthusiastic about punc-
tuality after all.20
He thus criticized supervising engineers more than he did workers. He then continued
by stating that “Japanese workers work well and loyally so long as the engineers are
good,” and that “the reason Japanese factories fail to increase efficiency is that high-rank-
ing engineers’ ability and effort are inadequate.” He thus suggested that Japanese engi-
neers should use time clocks as he did, and present a model of punctuality.
The article by this anonymous foreigner evaluated the workers in a factory highly, in
contrast to the impressions of hired foreigners a half-century earlier. On the other hand,
with respect to Japanese supervising engineers, the foreign writer’s critique was quite
severe, much sharper than the usual kind of criticism. He recalled his first day, when sev-
eral engineers followed him to instruct him as he walked around. Not all were called for,
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and some just tagged along doing nothing. He pointed out and criticized such inefficien-
cy in situations other than just working practice in factories.
7  UPPING EFFICIENCY TO CLOSE A “FIFTY-YEAR LAG”: 
TIME DISCIPLINE IN OFFICE WORK
Scientific management initiated by F. W. Taylor was exclusively addressed to factory
work. Office work, on the other hand, was a realm in which the techniques of scientific
management could not be directly applied. At a meeting held in 1930 on the improve-
ment of office work efficiency, Ueno Yo¯ichi referred to it as “lagging fifty years” com-
pared with factory work.
A senior executive at a certain life insurance company complained in 1925 about his
company’s office workers:
Recently the regular staff employees (ippan shain), when they arrive at the office in
the morning, immediately engage in small talk with their colleagues, smoke, go to
the lavatory, see callers, or just go out for an idle walk. They seem entirely indifferent
to efficiency. 
He believed that time economy and punctuality had a critical influence on the develop-
ment of business, and demanded strict execution of work by his fellow workers. 
Office workers should arrive at the office before starting time, finish going to the
lavatory beforehand, and apply themselves to the work on their desks and not
chitchat until lunchtime. They should concentrate on their own work, and when the
noon bell rings they should go to the dining room even if they are in the middle of
some task. . . . It is only after they become punctual like foreign workers that the
schedule will have a meaning as a schedule, and it is only then that our efficiency
will be complete, making possible our realization here of the ideal of being able to
measure efficiency of working time.21
Like Godo¯, he demanded punctuality as the premise for the introduction of scientific
management.
Management, a Japanese journal on scientific management, sent a questionnaire on
the management of office work to various companies.22 It consisted of twelve queries on
conditions and manners of office work. Concerning time discipline, it asked about the
position of clocks in offices and time allocated for breaks and physical exercise, and
whether there were sanctions for latecomers. As for the clock position, all answered that
their clocks were placed in visible positions inside office rooms. And as for the second
question, two-thirds answered that they had only lunchtime and had no other officially
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designated break times.
Of the thirty-three companies which responded, only half had sanctions for latecom-
ers. Of those, a quarter considered several incidents of tardiness as an absence, and
another quarter counted the total time lost as a result of tardiness and reduced bonus or
payment accordingly. Hoshi Pharmaceutical Company, perhaps the strictest on this
score, said that “we use time clocks for all employees and do not omit recording even
one-minute tardiness or early quitting.” If employees were late, their supervisors gave
them warnings, and the company reduced bonus payments in proportion to the total of
late time recorded in the register. Hoshi also took total late time into account in deter-
mining salary increases.
Of those that did not sanction latecomers, some responded that they “treated office
workers as gentlemen (shinshi)” or relied on their own sense of responsibility, while oth-
ers ordered them to report the cause of delay to their supervisor or made it a rule to cir-
culate the list of latecomers among office workers. One company had a strict rule on
latecomers for clerical workers and miners (who did not have the status of shain), where-
as it had no specific rule for promptness for regular staff employees (shain). At Army
arsenals, arriving late affected bonuses for office workers and regular wages for mechan-
ics. Arsenals generally set stricter rules on coming late for miners and mechanics than for
office workers, so as to maintain stable and
efficient operation of mines and factories. In
contrast, they tended to have relatively
lenient rules for office workers.
Aside from the enhancement of work
discipline through the supervision of atten-
dance, domestically manufactured adding
machines, better-designed account books
and vouchers, and various other office
machinery were introduced in the latter half
of the 1920s, to make office work more effi-
cient. In a journal on management, an
advertisement for a domestic adding
machine, the Tiger Calculator, contrasted a
man working an abacus, his hair in an old-
fashioned topknot, with a female office
worker operating a mechanical calculator.
There are, however, quite a few kinds of
office work that are difficult to analyze by
the methods of scientific management.
Ways of conducting business meetings are an example. Business meetings and interviews
are influenced by interpersonal relations factors that are often beyond the reach of basic
methods of scientific management. Some guidelines were proposed, however, and some
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American techniques for dealing with business were introduced, to make meetings more
efficient.
Ikeda Toshiro¯, one of those who had first introduced Taylorism into Japan, explained
the American businessman’s way of meeting visitors. 
However busy they are, American businessmen will meet important customers who
visit them, but not less favored callers. They try to keep meeting times as short as
possible, and there are few people with whom they will spend more than the average
time, which is two minutes. The longer they make visitors wait, the longer they feel
they must spend in the meeting. In general, they go to the lobby immediately when
visitors arrive, talk without sitting down, and finish the meeting within two minutes.
They are practiced enough to finish talking about important matters in two minutes,
and to leave the rest of the talk for later, without inviting visitors into their own
offices.23
Methods of Efficient Office Work, published in the early 1920s, recommended that
appointments for meetings and interviews should always be made in advance, and that
even friends and subordinates should not be seen without appointment. It also men-
tioned that “for the President of the United States, the usual meeting time is set at five
minutes, and with some visitors it is limited to three minutes,” and suggested that
Japanese businessmen could do this if they wanted to do. It added, “The key is to con-
centrate all one’s energy on one point, and always be polite.” It is doubtful, however, that
this American manner of meeting visitors was ever adopted by Japanese businessmen.
The author of the above-mentioned article on Time Day not only asked readers to
change and improve inefficient customs in Japanese society, but also proposed the fol-
lowing new principles for calling and running meetings in order to save time:
(1) For meetings with many participants, set a time for assembling and a time
for opening the meeting. Allow ten to thirty minutes in between.
(2) When the time set for the opening of the meeting comes, start as sched-
uled, just as a departing train would do; do not delay out of consideration
for latecomers.
(3) Avoid inconvenient times when making appointments.
(4) When announcing meeting times, make clear the starting and ending
times. Adjourn sessions even if planned topics are not finished, making it
usual practice to reconvene in order to take care of unfinished business.24
But most likely, meetings actually proceeded at the pace that was implicitly criticized in
these statements. This was so because the conduct of a meeting, formal or informal, was
influenced by personal relations and by cultural factors, and it was extremely difficult to
conduct efficient meetings as prescribed in these statements.
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8  A HALF-DAY OFF IN THE SUMMER FOR PUBLIC SERVANTS
In the 1930s, it became a target of criticism that government offices were open for
business only in the morning during the summer season. As was pointed out by Suzuki
Jun in the previous article, government offices had a different system of working hours
from factories and private-sector firms.
In this decade, bureaucrats worked only in the morning from July 21 to August 31.
In 1935, as the approaching footsteps of war grew louder, this work schedule was criti-
cized in newspapers all over the country and in journals of scientific management. An
officer at the Foreign Ministry, Fuchi Tokitomo, who was the coordinator of a commit-
tee on the management of office work at the Society for Study of Industrial Efficiency,
surveyed regulations of official duties of bureaucrats and business workers in foreign
nations, and criticized the summertime half-holiday system of Japanese government
offices.
According to a Cabinet decree of 1922, working hours at public agencies were as fol-
lows:
From 8 a.m. to 4 p.m., from April 1 to July 20
From 8 a.m. to noon, from July 21 to August 31
From 8 a.m. to 4 p.m., from September 1 to October 31
From 9 a.m. to 4 p.m., from November 1 to March 31.
Saturdays were a half workday in any season. In colonial regions like Karafuto, Taiwan,
and the South Pacific, too, they generally had the same working schedules, with slight
differences. Fuchi sent questionnaires to government offices asking questions in six cate-
gories. One inquired how late a worker could be before being marked tardy. Out of thir-
teen responses, one office answered ten minutes in the summer and twenty minutes in
other seasons, two answered twenty minutes, three thirty minutes, three no tolerance or
tacit approval, and four no tolerance and no approval. To the question whether they used
time clocks or a non-mechanical sign-in system, all thirteen answered that they used the
latter.
Fuchi also explained about working hours, holidays, and the treatment of absences
for office workers at foreign companies, making reference to foreign publications on
management. According to his investigation, 83 percent of 301 offices operated regularly
during the summer without shortening their hours. Based on this investigation, Fuchi
proposed to abolish the half-holiday system for bureaucrats. He justified his proposal by
pointing to the rapid increase of the amount of office work, and stated that the half-holi-
day system prevented the completion of work: workers were just hitting their stride when
it was time to get ready for the noon closing, and this led to the slackness of bureaucratic
business during the summer. The editor reproduced an article criticizing the summer
half-holidays of bureaucrats, and sarcastically compared them to Western bureaucrats
supervising native workers in their colonies.
Punctuality and  the Introduction of Scientific Management to Japan 113
9  SCIENTIFIC MANAGEMENT AND THE GOLDEN MEAN
In the above sections, I have traced the conditions and encouragement of time disci-
pline among Japanese workers and people in general from the late Meiji era to the early
Showa era. I will lastly refer to the later activity of Ueno Yo¯ichi who had worked as a
managerial consultant and introduced scientific management.
In the 1930s, after he reached fifty, Ueno ceased to be an active consultant and start-
ed to write essays on efficiency and its relationship to civilization and religion. When the
Japanese government set up a Production Management Committee in 1931, Ueno was
not selected to be a member, to the surprise of many concerned with the problem. It is
said that managerial consultants like Ueno were regarded by academic scholars and pro-
fessional engineers as “efficiency dealers” (no¯ritsu-ya).25 Displaced, Ueno became an active
writer of essays on various aspects of efficiency and scientific management. One of his
favorite topics was the relationship between Zen and efficiency.
Though Zen and efficiency theory appeared to be an incompatible pairing, Ueno
related them through an intermediary concept, the golden mean. The essential point of
scientific management was to decide upon standards. Through time and motion studies,
managers decide the standard ways of work and production. If people perform below the
standards, the result will be no good, and if above standards, they may impose unneces-
sary work. Thus the central idea of scientific management, in Ueno’s understanding, was
closely related to the spirit of the golden mean. Although this association was not his
originally, Ueno referred to it often, from this time on.26
His discussion of various aspects of efficiency led to a book, No¯ritsu bunmeiron (On
Efficiency and Civilization). In it, he calculated the total amount of necessary production
for the Japanese nation and the labor necessary for its execution. “If we exclude all
unnecessary jobs and allocate all necessary jobs to all those who can work,” he stated, “it
would be enough to work for only three hours a day on average in order to produce the
total necessary amount.”27 In making this apparently idealistic statement, Ueno intended
to defend scientific management from the criticism being leveled by socialists such as
Kawakami Hajime.28 But history did not develop as Ueno contemplated. Japanese soci-
ety attempted to maximize productivity to prepare  for war through the rationalization of
production. They eliminated waste (muda) and irregularities (mura), but kept increasing
overwork (muri).
In another book, published a year before No¯ritsu bunmeiron, Ueno wrote a chapter
entitled “The Management of Irretrievable Time.”29 The time discussed in it was not the
time of laborers at factories and offices but the time of ordinary people in daily life. He
suggested that people should first examine and decide the purpose of their lives, and
then use time efficiently to attain that purpose. He emphasized the importance of plan-
ning rather than speed, and of avoiding overwork and eliminating waste. At the begin-
ning of the chapter, he introduced an ancient Indian tale that illustrated that time is
more precious than gems, and at its end, he quoted Benjamin Franklin, who had stated
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that “time is money”:
Does thou love life?
Then do not squander time,
for that’s the stuff life is made of. 
And Ueno lived as this phrase suggested. For him, unlike for Godo¯ and Yamashita, it was
a way of life.
10  CONCLUSION
I have surveyed the conditions of time discipline at factories and offices and its
advancement from the late Meiji to the early Sho¯wa era based on magazine articles and
other published sources. Here let me summarize my findings.
First, time discipline was the important precondition for the introduction of scientif-
ic management. But such time discipline was not established in Japanese society in those
days, with a few exceptions. At least, this is how those responsible for the introduction of
scientific management to Japan saw it. They thus tried to modernize time discipline
among factory workers. Among other things, they struggled to reduce the high rates of
coming late, leaving early, and absence. By the mid-1920s, it was generally considered
that modern time discipline was established in “the military, schools, railroads, certain
factories, and a few other places.” And as Taylorism spread in Japanese society, we may
think time discipline did also among Japanese workers.
Second, time discipline was more strictly demanded for factory workers than office
workers. Scientific management was generally applied to laborers at factories and mines,
and office work required other ways of management to achieve greater efficiency.
Whereas sanctions on tardiness were clearly provided for in rules for factory work, it was
not so for office work, which was caricatured by Ueno as “lagging fifty years.” Time dis-
cipline was not especially enforced on some office workers who were treated as “gentle-
men,” while punctuality was strictly demanded of workers of lower rank. The compul-
sion of punctuality depended on the kind of work as well as on the status of workers. In
this connection, the summer half-holiday of bureaucrats had also to do with their high
social status.30
Finally, I have mentioned the later writings of Ueno Yo¯ichi, who introduced scientific
management to private companies. Around 1933, as he approached fifty, Ueno actively
engaged in writing essays on a variety of themes such as the reconciliation of capitalism
and socialism, the contemplation of a civilization based on ideal efficiency, and the rela-
tionship between Buddhism and efficient management. He calculated, for instance, that
three hours of work per person per day would be enough to produce the necessary
amount of goods for the nation. To be sure, his argument left out consideration of politi-
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cal power relations, and the real market economy did not develop at all as he stated. But
we who live today in an accelerated society might be intrigued by his apparently para-
doxical argument that efficiency was not inextricably linked to speed, as well as by his
suggestion that what we should attain most efficiently was nothing other than the pur-
pose of life. He himself lived by these principles. In a chapter on time management for
ordinary people, Ueno referred to the phrase “time is money,” commenting that time
itself was not money because time often consumed money. Even more than “time is
money,” however, the phrase that seemed appropriate to Ueno was this:31
Time is life.
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